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TO THE PROFESSIONAL STAFF:
During academic
istrative assignment
total operation with
might result in more
and dollars.

1971-72, Dr. Robert Tredwell has had a special adminwithin this branch of the University to examine our
only one goal--to make reconmendations to me which
effective use of our resources of staff, facilities

This he has done and the attached report represents the result of his
considerations. It should be regarded as a thoughtful, careful appraisal
of this institution by an intelligent faculty member who knows the University reasonably well, believes in it and is interested in improving it.
None of the reconmendations made by Dr~ Tredwell will become effective
through edict. Most of the reco11111endations warrant thoughtful further
evaluation during the next several months.
Assignments have been made as per the attached sheet in order ta provide
for greater in-depth analysis of the reco11111endations. Faculty members will
be involved in some of these areas as explored.
If you care to react to any portion or all of this report, please do
so. Your thinking would be appreciated and appropriate. Reactions may be
sent to me or to Dr. Robert Tredwell.
Sincerely,

lih;.~<R.
Winthrop C. Libby
President
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SU MMATION OF RE CO Ml~ E N DATI ON S BY ROBERT TREm·JELL TO
WINTH ROP LIBBY AS OF MAY 12, 1972 , AND
ASSIGNME NTS FOR FURTHER ANALYSIS

l.

Changes in administration of programs and funds of the Maine Agricultural
Experiment Station . . . . . Director Fred Hutchinson to lead further exploration of this point.

2.

Age distribution and tenure situation of faculty, cause for concern . . .
. . each academic dean to study his own situation, involving appropriate
faculty, and make specific recommendations.

3.

Significance of drop- outs as affecting use of resources . . . . . more
factual information needed. Vice President Kaplan to assemble more data
and working with academic staff to make recommendations.

4.

The transfer problem from Education to Human Development in Elementary
Education . . . . . Vice President Clark involving Dean Hutchinson, Dean
Grinder, Director Thornbury and others.

5. Thorough review of Masters Programs . . . . . already initiated by Vice
President Clark and will involve Dean Eggert and others.
6.

Strengthening position of Dean of Graduate School.

7.

Possibilities of phasing out our undergraduate program in Agricultural
Engineering . . . . . Vice President Clark , Dean Hough, Dean Hutchinson
and Professor Smith.

8.

General Engineering programs beyond Engineering Graphics to be dispersed
. . . . . Dean Hough in cooperation with Technology faculty.

9.

Combination of Journalism and Broadcasting . . . . . Dean Nolde.

10.

Possibility of closer and more formal working relationships between
Business, Agriculture and Resource Economi cs and Economics . . . . .
Deans Devino, Hutchinson and Nolde along with faculty from the three
units. Vice President Clark taking the lead to move this along.

11.

Closer collaboration in a formal basis between Chemistry, Biochemistry
and Chemical Engineering . . . . . Vice President Poulton taking lead
and involving the college administrations and appropriate faculty.

W. C. Libby
5/15/72
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I.

INTRO DUCT ION

This study undertakes to answer four questions about the University of
Maine at Orono at this time -- May 1972.
(1)

Are there substantial economies available within the teachingresearch programs available for reallocation to new programs?
In particular, could we "cut away the dead wood" in the curriculum and reallocate the savings to new programs?

The answer to the first question is "Yes, there is a long, slow route
which can free up money from the program to foster new departures.

It re-

quires the cooperation of many people, and a lot of trust in the University's
future, but it is there.

It involves a broader use of the Experiment Station

funds, and it will not put fresh dollars in anyone's hands next year.

There

is also an economy of about 3-5 percent per year of the professional salary
budget which can be got at by careful management of the age distribution and
ranks of the faculty.

Once again it would not be worth the trouble if only

economy were involved, but there are other good reasons for pursuing it.
Can we free up money for reallocation by "cutting the dead wood out of
the curriculum"? Alas, the answer to this question is "No.
wood in the curriculum and it ought to be cut.

11

There is dead

But when we continue to do

something poorly, it is almost always because we can do it cheaply.

These

matters are the subject of Chapter II.
(2)

More broadly, are there substantial social economies which UMO
might pass on to the people of the State?

Here, I believe that there are three economies which we should seek . The
first is that we should try to raise the ratio of graduations to admissions
which, I believe, has fallen a good deal in the last five years.

Second,

-2we should make an effort to decrease the amount of time required for the
degrees we offer.
students.
(3)

And, third, we should slow down the internal transfer of

This is taken up in Chapter I.
Are there shifts of resources from program to program which we
should make in order to enhance the research-teaching program?

Yes, a batch of them.

(1) We should review twenty-three masters programs,

as Dean Eggert recommends, and the Graduate Dean's position should be strengthened; (2) the Agricultural Engineering Department should be combined with
Mechanical Engineering; (3) the General Engineering Department should be
dispersed; (4) Biochemistry, Chemistry and Chemical Engineering should be
reviewed and realigned ; (5) Journalism and the Broadcasting program from
Speech should be combined; (6) we should explore closer alliance of ARE and
the College of Business Administration.

These points will be argued and ex-

plained in Chapter III.
(4)

If we had to absorb large budget cuts--such as the loss of a
major tax source--or if it should seem wise to give the institution an entirely new direction, where should the cuts be made?

I shall argue that these cuts could not be made by eliminating our "worst"
departments, but would have to fall upon the School of Human Development, the
College of Education, the Music Department, and the College of Business Administration, more or less in that order.

This will be the subject of Chapter IV.

The last two chapters of the report are concerned with two further
questions.

The first is whether we ought to undertake a major reorganization

of the colleges.

My advice is that we should not do this.

And the final

chapter concerns the strengths and weaknesses of the University, and my
sense for where it ought to build its strengths.

-3-

At the very outset, it may be worthwhile to define some terms and point
out some consequences of the definitions.

When we discuss resource reallo-

cation within the University, we may be pursuing any of three goals:
cost, greater benefits, or a higher ratio of benefits to costs.

lower

These three

aims are not always distinguished very clearly, but a moment's reflection
will show that they are nearly independent of one another.

Clearly one can

lower the cost of running the University just by making it smaller.
the topic I take up in

Cha~ter

This is

IV, and I shall argue there that if we wanted

seriously to cut costs, we would have to cut out schools such as the School
11

11

of Human Development, the College of Education and the Music Department. The
fact that these schools were very good would not protect them from the cut.
In the second place, one can probably increase the benefits the University confers just by making it bigger though, of course, one may very well decide that
the costs of the additional size are too great for the benefits derived.
Finally, one may be looking for an optimum ratio of benefits to costs.
This is an easy notion to talk about, but a hard one to make precise, just
because we have such hazy and divergent ideas about what the benefits of
education are, and because even where we think we know what the benefits are,
we are mostly ignorant of what educational techniques confer those benefits.
Without venturing very far into that briar patch now, I do want to make one
important point which is at the heart of the argument of Chapter I.
How ever we define the benefits of education, there is a certain attractiveness about the notion that we should maximize the ratio of benefits
to costs.

This quickly gets translated into a related ratio--the work-load

measure SCR/FTE or SCH/FTE and the cost per credit hour taught--$/SCR.
this translation is easy and natural, it is also mistaken and careless.

While
It is

-4-

absolutely essential that every administrator recite over and over each night
at bed time,

11

SCR/FTE measures how hard people are working, not how much they

are producing; $/SCR measures how much I am paying for a unit cf labor, not
hm~

much I am paying per unit of output. 11

To get this a little clearer, let

us imagine some sort of Kafkaesque machine which is driven by a gasoline
engine and which is supposed to produce salad bowls.
grinds the wood to sawdust most of the time.

In fact, however, it

And let us imagine that we, as

managers, kept track of the amount of lumber the machine
amount of fuel it consumed.

11

processed" and the

Clearly we could maximize the number of cords

per gallon, and the number of cords per dollar without ever producing a single
salad bowl'.

To translate the parable, we are supposed to be producing well-

educated men and women for i11aine.

The legislature and the people have a right

to insist that we produce well-educated people at the lowest possible cost.
We as educators and craftsmen should take pride in doing just that.

~Je

as

administrators should take pride in our ability to manage efficiently to that
end.

But SCR/FTE and $/SCR do not measure that quantity.

For all we know, a

favorable SCR/FTE ratio may mean only that we work hard failing to educate
students.

And a favorable $/SCR may mean that we ruin students almost for

free.
The thesis of Chapter I can be summarized against this background.

In

Chapter I, I argue th at if we take as a crude measure of our productivity not
the number of hours we teach but the number of graduates we produce, then there
are ways we can increase our benefit to cost ratio while not increasing our
overall costs, without working any harder, and without lowering our academic
standards.

If the truth be known, this is the only area I have been able to

find where we can manage a big improvement in our benefit/cost ratio.

Even

-5if we can decrease our unit labor cost ($/SCR), it is probably not desirable
and certainly not very effective in improving our productivity.

We would

spend our administrative effort better by trying to increase our finishing
rate than by trying to see that everybody works very hard and for low wages.
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CHAPTER I
L~AYS

I.

TO RAISE THE RATIO OF GRADUATES TO ADMISSIONS

Slow the Drop-Out Rate and Restrict Internal Transfer:
In the last ten years, the University has grown from 4,477 to 7,191

undergraduate students.

In that same period, we have admitted 22,213

students and graduated 11 ,083.
students complete their work.

This indicates that about 62 percent of our
If we look separately at the two five-year

periods, 1962-66 and 1966-71, there is a considerable drop in the completion rate.

A reasonable guess is that it is currently about 55 percent,

and was once as high as 68 percent.
Of equal or greater importance are the movements of students between
colleges on the campus.

An examination of the internal transfer records

in the Deans' offices showed that the College of Education was losing almost
1/3 of the students it admits through transfer to the School of Human Development.

The same study showed that Technology 1 s loss rate to internal transfer

was higher this year than last.

(See Figure I.)

Both of these types of student movement are symptoms of diseconomies
within the University.

Non-completion is particularly serious.

It affects

the balance of lower to upper classmen quite significantly, leading to a
larger-than-necessary demand for beginning courses, and at the same time to
a small demand for advanced courses.

Second, it harms the student who does

not complete his work, since he has foregone tuition with little to show for
it.

Third, it means that the dollars which the people have put into pro-

viding a place for him at the University have not led to the education the
dollars were intended to provide.

Fourth, it has harmed the University by

turning out a student who will feel he owes little to the University of Maine.

STUDENT MIGRATION PATTERNS

1970-71

,~

TY(-47)~~-----15-------+--~----\-----___;_=--~
\

CJ)

--44
14--

30-

Figures near midpoints of lines ore gross transfers
Figures near end of lines give net flow

1971 -72

-59
4----
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And finally, it harms the students who remain, because they find introductory
courses crowded beyond what needs to be.
Internal transfer is not, by itself, a bad thing.

If it is random and

moderate in amount, it does not even need to be watched.

However, \-Jhen it

reaches large volumes and runs in only a few directions, it can be both a
symptom and a cause of trouble.
As a symptom of curriculum problems, transfer is a much more reliable
indicator than the complaints of students or the deliberations of faculty committees.

Internal transfer is the way students vote \llith their feet.

Their

votes may not be wise; often they reflect misinformation about what the requirements of jobs after college will be; sometimes, I am sure, they just
show that the students "don't know what's good for them.

11

But how ever you

put it, a high rate of internal transfer shows that the students are not accepting what one college or program is offering, and are finding someone else's
offerings more to their taste.
As a cause of internal problems, large amounts of internal transfer
can have both immediate and long range effects.

The immediate effect is the

direct over- and underloading which results from large shifts of students.
A second short-term effect is the changed course-mix which results within
departments which are, so to speak, innocent bystanders.

(If, for instance,

program A requires 12 hours of English, while B requires no English but 12
hours of Sociology, a shift of 100 students from program A to B will have
marked effects in the Arts College, even though neither A nor Bis in Arts.)
These side effects are usually not anticipated by the Deans or department
heads involved, and are often unrecognized even when they occur.

But finally,

internal transfer has a subtle, but powerful influence on the make-up of a
college's student body.

We impose certain conditions on students at admission

-9-

and think that, in this way, we have fixed the character of the students we
will work with.

But at the same time,

\•Je

impose no effective control on

internal transfer; hence, we are never quite sure whether the students we
ac~ually

teach are anything like the ones we admit.* By the same token, a

college may find that it is building up high concentrations of the features
which lead students not to migrate.

For example, if we admit a random group

of potential teachers to the College of Education, and those who are especially
interested in the growth and developmental psychology of children migrate to
LSA, Education may find itself willy-nilly building up a higher concentration
of future administrators or subject-matter-area specialists than it thinks
desirable.
If a private institution had tried to grow as fast as UMO did in the
sixties, it would find itself drawing much poorer students than it was used
to.

Since private colleges' tuitions are high, there has always been some

sort of rough equilibrium between the number of 18-year olds who are capable
and wealthy on the one hand, and the number of admissions on the other.

I

don't believe we really know what are the dynamics of our own admissions
pool.

And we don't know whether we have had the same experience as private

colleges which try to expand rapidly.

I sense, however, that our rapid

growth in the sixties was accomplished by reaching a group of bright students
with, on the whole, less interest in the curriculum or its effects on themselves than had been the case in the forties or fifties.

I do not believe

we made any serious inroads on the pool from which Bates and Colby draw.

*LSA may find, for instance, that the students it takes in by transfer
are weaker than many it refuses at admissions time.
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Rather, we have probably been in competition with the State Colleges and
the small private schools such as Ricker and Husson.
If this is so, then we are reaching into a group of students which is,
on the whole, more expensive to educate up to the B.A. level.

And the cost

will be met, either by increased cost of remedial work, counselling, and
other student-service expenses, or by a high non-completion rate with its
accompanying rise in cost-per-degree.

We have not, until very recently, put

any substantial effort into the student-services area.

Yet, in retrospect

it almost seems as if that was an obvious precaution in the early and midsixties.
If my analysis of the causeof lower completion is roughly correct so
far, we can expect the completion rate to rise automatically simply because
we have stabilized the student population.

We now need only replace graduates

and attrition from the pool instead of adding students for growth.

This means,

of course, substantially less pressure on our recruiting pool.
I would suggest, too, that the following questions be considered:
(1)

Can we educate students less expensively by bringing them
in through Onwards than by admitting them directly in the
ordinary way?

The relatively high cost of Onwards admissions may be more than offset
by the high productivity of the program as measured by the number of completions per admission.

Up to a point, then, replacing marginal ordinary

admissions by hand-reared Onwards students may be a sound practice from an
academic and economic standpoint.
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(2)

Do transfer students complete their work mo re often or more
rapidly than ordinary admittees?

If so, then (other things

being equal) we can lower our cost per graduate by taking
transfers .
(3)

We ought to watch very carefully the relationship between
money spent on student services and the completion rate on
the one hand, and the selectivity of the admissions process
and the completion rate the other.

I predict that the time

to increase student services (e.g., counselling, remedial
studies) to the student body as a whole has gone by.

I recom-

mend that spending of this kind be concentrated in two broad
areas of the student body.

(A) Students who can be identified

at admission as requiring s pecial help--for instance, Onwards
students; and (B) students entering the College of Technology.
(4)

Should we institute new procedures to inhibit inter-college
transfer?

There is probably no general _ answer to t his question.

In some cases--

for instance, the transfer of students out of Technology - -there is probably
no way the transfer could be inhibited even if that were desirable.

It is

probably better to attack that problem by increasing the incentives for a
student to remain in Technology.
On the other hand, there does seem to be good reason to try to regulate
the transfers from Education to Human Development.

-12TRANSFERS FROM THE COLLEGE OF EDUCATION TO
THE SCHOOL OF HUMAN DEVELOPMENT
Paradoxical as it may seem, the transfer of students to Human Development from the College of Education hardly affects the College of Education
at all.

The main effect it produces is a shift of teaching loads from Arts

and Sciences to the School of Human Development.

The reason for this is to

be found in the curricula of Education and Human Development.
In the College of Education, the curriculum for elementary school
teachers has three parts:

the professional courses; what we may call

11

tool 11

courses (Ehl, Sh l, Educational Psychology, and the like); and a 24-hour
academic specialization which is almost always in the Arts College.
School of Human Development requires
the same

11

the~~

The

professional courses, almost

tool" courses, plus 21 hours in the School of Human Development.

In effect, then, the transfer of students from Education to Human Development really amounts to a concentration upon the Human Development faculty of
a teaching load which was formerly spread over the Arts College.
However, it may also mean an increase in the teaching loads in Education
unless the Dean and the Director of the School work closely together.

Between

the Fall of 1970 and the Fall of 1971, undergraduate enrollments in the
College of Education declined by 183 students, or 11 percent . . . . or did
they? At the same time the enrollments in the Child Development program
increased by 50 ~

The net decline, then, for the two programs together was

closer to 6 percent.
next few years.
1,000.

The following situation could easily arise within the

The College of Education aims at a stable population of

To achieve this, however, it must admit students as if it had!

population of l ,500, because students once admitted will move to Human

-13-

Development.

Once there, the students will insist on having the professional

courses taught for them, and Education finds itself acting as a junior college
for Human Development!
The aim of Dean Shibles' plan for the College of Education, and the
announced policy of Dean Grinder, is (1) to cut down our production of
B.S. students with teaching certificates, (2) to run a small undergraduate
education college as a model program, and (3) to devote the faculty resources
of the College of Education to training teachers who are already in service
through graduate courses and workshops.

This is a reasonable plan.

But it

can be hamstrung by the School of Human Development, which is able to tie
down the College of Education staff to the teaching of certification courses
and which can juggle the University s production of newly-certified teachers
1

almost at will.
The other side of the coin is that the program offered by the School of
Human Development may, as a matter of fact, be the better program.
far less academic program and more child-centered.

It is a

The program offered by

the College of Education is basically a shortened liberal education with
It aims at a broad education for the teacher. On
the other hand, Human Development gives basically a technical education,
professional work added.

concentrating on the welfare of the teacher's pupils_ through providing the
teacher a better understanding of the child's development and growth.
There are things to be said for both t hese approaches , and I am not prepared to say which is better.

It is quite clear in any case that many students

find something attractive about the Human Development curriculum.
It is desirable to allow students the maxi mum flexibility in choosing

their programs ; it is desirable to preserve the child-development program;

-14-

it is important to manage the total number of new teachers turned out at UMO;
it is desirable to shift teaching effort in the College of Education to
graduate and in-service training.

Several alternatives suggest themselves:

(1)

Limit the size of Human Development.

(2)

Move Human Development to the College of Education.

(3)

Restrict transfer from Education to Human Development .

(4)

Limit the ava i lable places in the professional courses.

(5)

Couple admissions in Human Development and Education in such
a way as to keep the sum of the t wo programs constant , and
raise the admissions standards in both.

(6)

Make the Human Development curriculum an alternative "academic
concentration 11 in the College of Education program.

Of these suggestions, merging the School of Human Deveiopment and the
College of Education is the most appealing in the long run, even though it
would be very troublesome in the short range .

Some action must be taken,

however, if the Administration intends to carry through on the plans it has
announced for the College of Education.

II.

Shorten the Average On-Campus Ti me for Completion:
There are a variety of reasons why the B.A. and B.S. degrees take four

years to attain.

In the case of some of the science degrees , the reason is

that a student takes four years to complete the work because of the way one
subject presupposes another.

But a far more common reason is that the uni-

versities work on an elective system which allows the degree to be attained
in literally thousands of different ways.

In turn, this means that it is

-15virtually impossible to set examinations or other criteria which will be both
(It~

fair to the candidates and widely useful.
sonable baccalaureate exam--! took one.

possible to make up area-

But it was tailor-made by an outside

examiner \AJho spent probably forty hours preparing and admi ni s teri ng it!)
However, \-Jhat we cannot do across the board, we may well be able to do
in a fair number of particular cases.

We should explore carefully a scheme

to grant a three-year baccalaureate degree based on six examinations--one
each semester--with the student having the option to space the degree over
four years by taking a year's furlough during the time he is registered.
Such a scheme would fit in well with programs such as the
for Action,
ships.

11

11

University Year

or with other plans involving cooperative employment or intern-

At the same time, it could increase the effective capacity of the

University in each decade without increasing the campus population.

Such a

system would also fit better with individually programmed instruction than
does the conventional credit-hour system, since attainment of the behavioral
objectives of the programmed course could be part of the semester examination.
It is not my purpose here to outline such a system in detail.

The main

point is that one of the large social economies \'Jhich a university can hope to
achieve in its own operation is to shorten the number of man-years spent in
school for each degree earned and granted.

That average can be brought down

by cutting down the non-completion rate, or by cutting down the time a person
spends on campus (or under faculty supervision) while earning his degree.
A key notion here is that degrees must indeed be earned . . . . that they must
indicate attainment at least as great as they always have.

But I am not at

all convinced that we have explored every avenue for achieving this economy.

-16-

I recommend that the Dean of the College of Arts and Sciences be asked
to draw up a proposal for a program leading to the Bachelor of Arts through
regular, general-purpose courses within the University.

But it should re-

quire only three years in residence for its completion and, in addition,
should maintain a standard of quality such that no person could complete it
who could not maintain a 1.8 average in the Arts College over four years.
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CHAPTER II
ECONOMIES AVAILABLE FROM BETTER INTERNAL MANAGEMENT
I.

Regulate the Make-up of the Faculty by Ran k and Aae:
Let us imagine a college which is going through a period of growth.

Each

year a few of the old-timers retire. but not many, since the college used to
be very small; at the same time

new ~

young Ph . D. 's are added rapidly at the

instructor and assistant professor rank to take care of the growing student
body and replace the ret'irees.

Moreover, there are quite a lot of resigna-

tions--the market is good, and people are moving around a lot.

These resigna-

tions are filled with young people more often than not, even though the Dean
does try to see to it that his faculty does not get too young and hot-headed.
Suddenly this hypothetical college runs into a period when it ceases to
expand.

Each year a few of the old-timers retire, but not many, since the

college used to be very small.
tions.

There is less mobility now, and few resigna-

After a couple of years, the bright, young Ph.D.'s who were hired

during the expansion come up for tenure, and the prob 1em is,
now?

"~Jhat

do we do

11

It may sound as if I am talking about the College of Arts and Sciences
today, or perhaps the College of Education.

But I'm not.

I'm talking about

the Co 11 eges of Technology and Agriculture in the mi d-fi fti es and early
sixties.

What was done was that the bright young men were promoted.

They

were (and are) very capable people, a tribute to the chairmen who recruited
them, and (I suppose) vastly more capable than the old-timers they replaced.
But ten years later, we can look at those colleges and see this.
nology is 68 percent tenured, and its faculty members have spent on the

Tech-

-18average 11.4 years at the University of Maine.

LSA is 66 percent tenured,

and the average length of service at Maine is 11.2 years.*

New appoint-

ments have been relatively scarce over the years, and there will not be many
more for some years to come- -not until 1985 or so, when the bright young
Ph.D.'s of 1950 retire.

(For more information, see the Appendix.)

This sort of rank distribution has a measu r able cost.

Let us assume--

just to get some sort of base to measure from--that the present make-up by
age and rank of the Arts College is about right.

And let us assume that the

total number of faculty members in Technology and their average salaries by
rank are proper for an engineering faculty.

Similarly, we will assume that

the LSA faculty should have just as many members as it has now, and that
their salaries by rank are proper for an LSA faculty.

Let us then compare

the present cost of the total LSA faculty with what that cost would be if
the faculty were distributed by ranks in the same proportions that Arts has
right now.

We can also see what would happen if the Arts College retained

its total numbers and average salaries by rank, but distributed its faculty
as Technology does.

The results are summarized in the following table.

*The average length of service in Arts and Sciences at this time is 6.7
years.
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ACTUAL

HY POTH ETI CAL

A&S--PRESENT MAKE-UP BY RANKS (1971-72)

A&S DISTRIBUTED LIKE TECH

Rank

#

%

Prof.
Assoc.
Ass' t.
Inst.

61
57
103
21

25
23
43
9

TOTAL

242

100

Mean Salary !_in Rank
$16,552
13 ,9 30
11'199
8,594

Difference:

37
46
34
10

29
37
27
7

TOTAL

126

100

73
92
56
21

30
38
23
9

$1 ,208 ,296
l ,281,560
627,144
180 ,474

$3,137,653

242

100

$3,297,474

$159,821

30
38
23

$14 ,832*
12,045
11 , 143
9 ,260

TOTAL

74

100

9

$17,005
13 ,695
11 ,599
8,854

= 5% of Hypothetical Budget
LSA DISTRIBUTED LIKE ARTS

11

25
23
43
9

$ 474,624
349 ,305
601 '722
101 ,860

126

100

$1 ,527 ,511

$ 548,784
554 ,070
378,862
92,600

32
29
54

$1,574,316

= 3% of Actual Budget

$46,805

TECH--PRESENT MAKE-UP BY RANKS
22
28
17
7

TECH DISTRIBUTED LIKE ARTS
$ 374'110
383,460
197,183
61,978

19
17
32
6

25
23
43
9

$ 323,095
232,815
371'168
53,124

$1,016,731

74

100

$ 980 ,202

Difference:

$36,529

= 4% of Actual Budget

*Adjusted to Academic Year

(SOURCE OF DATA:

in Rank

$1 ,009 ,672
794,010
1,153,497
180 ,474

Difference:

Prof.
Assoc.
Ass't.
Inst.

Do 11 ars

-

LSA--PRESENT MAKE-UP BY RANKS
Prof.
Assoc.
Ass 't.
Inst.

%

#

Annual AAUP Salary Study, January 1972)

-20-

If these costs--which are liable to amount to about 3-5 percent of the
salary budget--were paid by some mysterious Daddy Warbucks in the sky, there
would be no point in worrying about them.

However, that is not who pays them.

They are paid almost entirely by the tenured faculty members themse_lves, in
one form or another.

The faculty may pay through heavier workloads.

($47,000 would buy LSA four new assistant professors) or through salary compression ($47,000 would give LSA's full professors a 9 percent raise on the
average) or through a scarcity of money for funded research or sabbatical
leaves.
It is very tempting for a Dean and his faculty advisors at any given time
to argue,

11

The strength of my College is in my assistant professors; and the

good people on my faculty will never tolerate the slow promotions which are
implied in keeping a quota on the ranks.

And besides, we'll never be able

to recruit top people if they know in advance that there is only a slim
chance of promotion. 11 The argument is easy to accept, because neither the
Dean nor his advisors will remember their actions fifteen years later when
the college will wish it had some strong assistant professors and the senior
faculty are complaining that there is really very little difference between
their earnings and duties as full professors and their earnings and duties at
the assistant professor rank.

There is little point worrying about 1-Jhether

you can recruit strong young people if your promotion policy implies that you
won't be recruiting any young people.

And it is worth remembering (as an

item of historical interest) that Immanuel Kant was promoted to the rank of

-21 professor at the age of 46. *
I recommend that each Dean prepare a projection of the age and rank
make-up of his faculty over the next twenty years, and that he discuss it
carefully with the Committee on Administration and the Faculty Committee on
Academic Policy.

The Deans ought to be prepared to recommend to the Vice

President for Academic Affairs and their faculties a series of steps which
will insure that there are some vacancies in the faculty each year, and that
the age of the faculty does not steadily increase.

II.

Manage the Agr1cultural Experiment Station in Such a Way as to Minimize
Duplication of Facilities and Resources:
The Maine Agricultural Experiment Station makes an important contri-

bution to the total economy of UMO.

According to its Annual Report for 1969-

70, it had an income that year of something over $2,000,000.

This money was

spent, mostly on research, in the pursuit of certain broad aims laid down by
the Federal Government in cooperation with the State of Maine.

These aims

are primarily those of agriculturists; but in recent years the Station has
pursued an increasingly diversified program, ranging outward from its

*There is no question in my mind but that it piques the vanity of a
young man to know he cannot be promoted because a bunch of fuddy-duddys
already hold the professorships in his department. I went through it myself
when I taught at a prestigious men's college in Amherst, Massachusetts
(which shall remain nameless), and I know how it feels. However, you do get
over it--at least my predecessor and successor in the job did, and I wake up
crying only now and then. I'm not sure which is worse--to know you can't
have a particular good professorship, or to know that you are assured of one
that's hardly better than what you have already.

-22traditional work into the fields of natural resource management, consumer
protection and nutrition, and problems of community organization.
The Agricultural Experiment Station has always been the special charge
of the Dean of Life Sciences and Agriculture.

Before Dean Poulton's admin-

istration, the Director of the Station reported to the Dean.

Dean Poulton

held the directorship himself, and Dean Hutchinson has continued the practice.
This administrative arrangement has led to a very intimate connection between
the Station and the College--almost every faculty member in the College also
holds a part-time appointment in the Station, and almost everybody who works
for the Station teaches at least part-time in the College.
There can be no doubt whatever that this arrangement has been a great
advantage to the College, and to the Station as well,

It has, however,

brought about a good deal of redundancy within the total system made up of
the Station and the five colleges.

When Director Hutchinson--or Poulton, or

Libby, or whomever--needs a good man for a research project, there is a
strong tendency to ask Dean Hutchinson--or Poulton, or Libby--whether his
College cannot provide such a talented individual.

And if the Dean replies,

regretfully, that it cannot, the Director will sometimes feel sympathetic and
agree to help the Dean hire such a person for their joint use and betterment.
Peace and harmony between Dean and Director are desirable, of course, and
the whole campus profits from the good people who are brought in by LSA.

The

only hitch comes when it turns out that another Dean needed a man with very
similar talents, but did not need all of his time for teaching.

One is then

going to find that we have two men on board to do a job and a half.

By the

time this happens a few dozen times, it can amount to quite a bit of underutilization, campus-wide.

Unfortunately, for young and inexperienced program
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evaluators like me, the waste is never in LSA or the Station.

At a time when

the Mechanical Engineering Department is overstaffed, the mechanical engineers
in LSA are hammering away busily.

When Dean Nolde is agonizing over where he

w1 11 find the money for another economist, and wondering whether he can wring
another position out of Modern Languages, the Station and ARE are sharing a
new appointment.

The Mathematics Department's statisticians form a consulting

group looking for work from the faculty, but LSA and the Station hire, and use
several good statisticians of their own.
The close cooperation between College and Station does not always work
to the advantage of LSA.

In the past decade, Biochemistry has been one of

the liveliest research areas in all of science.

Nobel prizes have been won

there, and one of our own biologists--Neubauer, I believe it was--said at the
Teco Lodge meeting that molecular biochemistry and ecology are the two legs
on which the life sciences are now walking.

But the emphasis of our Bio-

chemistry Department has remained very close to the purposes of the Station-it has given most of its attention to nutrition studies.
It is also my sense of \..,hat I saw in my visits to the departments in the

biological sciences area that they are growing and prospering almost in spite
of the Station, rather than because of it.

The resurgence of student interest

in Botany, for instance, seems to be due to the Department's venturing out on
its own, looking for funding beyond MAES.
Finally, I am not convinced that the Station always buys the best research
available on campus when it buys from LSA.

The kind of comparison this im-

plies is invidious in any particular case, and really beyond my competence
to make and defend.

But it is a question which should always prick at the

-24conscience of Director Hutchinson, even when Dean Hutchinson is

subli~ly

confident.
And one 1ast point.

Nobody really profits if the administration of the

Station leads to underutilization in other departments.
into the same purse; there is no way we can waste

11

All our hands reach

somebody else ' s" money.

The MAES seems to me to present a kind of dilemma in administration.
Since it has begun to fund research of rather broad interest, the University
as a whole has a concern in seeing that the policies of the Station are wellcoordinated with research aims and instructional programs throughout the
campus.

And on the other hand, the Station is legally required to look after

the interests of agriculture first, and to justify its administration in
terms of its services to rural people and interests.

Onl~

LSA is apt to

watch over those interests.
On balance, I am convinced that the best location for the MAES directorship is right where it is.

On the other hand, I think it behooves the Director

to keep his eye on the broader aims of the campus as a whole.

Perhaps it was

once true that only LSA had the capacity or the desire to do the kind of work
the Station required.

But LSA has changed and is changing; the other colleges

have changed and are changing; and the needs of rural people have changed, too.

III.

Develop Research, Service, and Teaching Budgets in all the Colleges:
I have often heard the criticism made of the Deans outside LSA that they

do not understand or encourage research.

This may or may not be true--it is

interesting to notice that Inscrutable Nolde's College drew more

dollars~

faculty member through the Office of Research and Federal Relations in 196970 than did any other college, so the facts are a little muddy.

Nevertheless,

-25the fact remains that only LSA is set up to plan and support a research effort.
Vice President Poulton has pointed out on many occasions how, even in the
administration of federal grants, we are vulnerable to an auditor's probing
as to whether we have, in fact, released the time which we promised in a
grant proposal.

One important reason why we can't be sure is that in Arts

and Sciences departments, we carry teaching and research in the same budget
within the department, and "released time" becomes very hard to identify or
to account for.

And finally, identification of

s~parate

research items in

the budgets will help all departments give a more accurate picture of their
actual costs and incomes.
This change is an essential step in realizing the economies which were
mentioned in Section II and which we would attempt to harvest by cutting down
the tendency of the Station to lead LSA into duplicating other facilities and
capacities.

The research program, and public service as well, should be a

campus-wide effort, and there should be every opportunity to shift funds from
one department to another.

IV.

Are There Opportunities to "Cut Away the Dead tfood in the Curriculum"
and Shift the Savings to New Programs?
The answer to this question is, "No, we can't."

There is dead wood in

the curriculum; we ought to get rid of it, and we will.
we ought to be doing and will do.
here and add there.

There are new things

But there is generally no way to just cut

A university is a lot like a snarled fishing line--you

can always move the slack from one point in the snarl to another, but you
can hardly ever do it with a quick jerk.

-26The thing which keeps the University knitted together--and what outsiders seldom realize--is the fact that most professors spend very little of
their time teaching their special subject to their own students.
ex~mple,

To take an

the Philosophy Department has thirty majors who take about six hours

of philosophy apiece per term.

Yet the Department's instructors teach about

1,200 student credit hours per term altogether; hence, about 85 percent of
their time and effort is spent servicing the needs of other programs.

Let

us concentrate on just three of the services--English sends students over to
take the History of Philosophy--it helps with the students• background in the
general intellectual climate of the times they are studying; Mathematics uses
the Logic course as an overflow for its own Logic course--the mathematicians
really don't like teaching logic and the philosophers do, and there are plenty
of students to go around; finally. Hildlife puts its kids into Philosophy of
Science--l ve never figured out why, and I'm not sure I want to know.
1

No other department which we might substitute for Philosophy would serve
quite that combination of interests.

Yet, all those interests could be served

in other ways within the University structure, and the nevJ department would
develop its own ties within a couple of years.

The structure would heal over ,

and you would have a new program in operation.

But we cannot do it suddenly.

Departmental reorganization in a university is not like departmental reorganization in other structures.

The only analogy to the university's

problems would be trying to reorganize a company in which each employee worked
part-time in half a dozen different departments.
The traditional university approach to change is probably the best one
under the circumstances--if the Dean \'/ants six positions to start a Department

-27of Necromancy, he captures the first six that come vacant and starts the
department; if he took a position away from an important department which he
wants to foster, he gives them the position back the next time he has one to
give; if he took one from a department he doesn't want to foster, he doesn't
give the position back.

You can speed the process up a little by encouraging

vacancies in a department you are phasing out--but you can't just yank.
"But some schools have made some pretty spectacular cuts, and eliminated
whole programs.

Why can't UMO do that?" Vie can.

In Chapter IV, I shall

show how we could make some large cuts ; in Chapter's III and VI, I shall show
where there is some dead wood that ought to be trimmed.

Unfortunately, we

just don't happen to be lucky enough to have the dead wood in the right places
to get at it with a big, swooping cut.

Like many old trees, our branches are

healthy enough; what rot we have is scattered around in near the core!
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CH.ll.PT ER I II
REALLOCATIONS
In the Introduction, I tried to point out that there is an important
difference between cutti ng costs--for instance, the unit cost of faculty
labor--and improving our efficiency or productivity.

In turning now to the

question of reallocations, I should make a si mila r distinction.

It is often

said that we should move positions from the Chemical Engineering Department ,
which has the lowest student load in the Uni versity , to the Sociology Department, which has the heaviest, "as an economy move."

I agree that, as a

general rule, we should try to shift positions from the least popular departments to the most popular ; but we are just kidding ourselves if we think this
is a way to achieve a more economical operation.

At t his stage in the Uni-

versity 1 s development, we should shift positions in order to gain certain
educational advantages; but we cannot now use reallocations as a way of
cutting costs.

(UMO workloads are graphed in the Appendix.)

In order to see this more clearly, let us consider the circumstances
under which one can cut costs by reallocation.

Suppose we are running a

small women's college, and we notice that, year by

year~

enroll ments in our

Home Economics departments decline while enroll ments in Karate are rising
steadily.

After a period of years, we find that our Admissions Office is

receiving thousands of applications in Kara t e , which we have to turn down;
that we have empty dormitory space; and that the Home Economics teachers
have so much time on their hands that they have begun to prepare nutritious
meals for one another and have become skinny as rails.

We shift a position

or two to Karate, the dormitories fill up again, and the home economists
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fill out, and everybody is happy.
In this circumstance, we have worked an economy by shifting positions;
'but the economy arose because reallocation allowed us to admit more students
'increasing income), maintain the same size faculty (hold costs steady), and
put underused faculty time to work teaching new students ( i .e., we raised the
average student/faculty ratio to a more reasonable level.)
The situation is entirely different at the University of Maine at Orono.
We are operating at full student capacity--or very nearly so.
building capacity which

~have

The idle

is in specialized buildings {like Jenness) and

the heavy enrollment press:..:re is in areas \vhere we cannot readily add
student places.

In addition, our place in the state-wide university system

makes it difficult for us to add students at all--rather naturally, the
system does not wish to see Orono expand, particularly at the expense of
other units in the system.
This means that we cannot accompany shifts in staff by an increase in
enrollment; in general, we cannot increase our income; and we cannot even
raise our average student/faculty ratio by this device.

Oh sure, when the

position was in Chemical Engineering, the guy who held it didn't work very
hard; and now that the position has been transferred to Sociology, its tenant
works like a Trojan.

But not one additional student credit

taught, University-wide.
year.
apiece.

hour~

being

Eight thousand- students require 240,000 SCR per

If you have a faculty of 400, they wi 11 teach an average of 600 hours
And that average will be exactly the

same ~

whether they all teach the

same amount or whether all but one of them goes ice fishing and the remaining
guy does all the teaching.
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If shifts in personnel from one department to another are to be economically justified in the narrowest sense, they must be accompanied by an
increase in the student/faculty ratio.
is

fix~d,

And if the total number of students

that can only be done by cutting positions . . . .

Well, not quite only.

Remember that, in these equations, 11 students 11

are really a surrogate for "income." Under some circumstances, there may
be ways to increase income without changing the total number of students-for instance, by winning outside grants.

But in that case, the fact that you

gain the grant by shifting a position to a different department is incidental--it would be just as well to leave the position in the original department, provided its holder could find a grant.
11

Well, then, what can you accomplish by shifting positions from depart-

ment to department, if not some kind of economic gain?"
Maybe, you can gain one of the social economies I mentioned in Chapter I.
But since we have so little to go on in the matter of our completion rate, or
any other measure of the benefits we confer, we ought to be very careful about
putting forward claims in this area.

The argument would have to go this way:

"Conditions are so bad in Sociology that, although they are teaching lots of
student credit hours, very few of their students complete the degree or get
much out of their work.

However, if we could add a faculty position there, it

would reduce class size in the courses, the students would get more benefit
out of the work, and more of them would go on to prosperous lives as social
workers.

On the other hands the Chemical Engineering students are essentially

hand-reared, and would still be hand-reared if Chemical Engineering lost a
position, so there would be no measurable decline in the benefits conferred
on them. 11
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One, nobody

knows what the value is in Sociology for the completion rate (or any other
measure of benefit).

And, two nobody knows whether adding a position to
9

Sociology would produce the predicted result.*
A second advantage of shifting positions--and a real one--is that it
produces a fairer distribution of the work of the University.

While everyone

expects that some members of a community will work harder than others, and
the overworked are willing to be tolerant of the ones who work less hard,
provided it is clear that they serve some important function . . . . still,
there comes a point where disparities in workload are not really justified
and begin to cry out for remedy.
A third advantage is that you can sometimes really make education better
in some area without hurting another, though this generally involves adding
staff to small departments rather than to departments which are under a lot of
student pressure.

*I pointed out earlier that the University is highly interconnected. The
above argument presupposes that the total number of students taking Sociology
courses remains constant. What's more likely to happen is that when you add an
instructor in Sociology the average class size will decline in Economics, \·Jhere
it is already low! Why? Because the recent increase in the size of the School
of Human Development means a lot of pressure on the departments with courses
fulfilling the Human Development requirement in social sciences. The Human
Development girls strongly prefer Sociology to Economics, but the crowded conditions in Sociology are forcing them into what is (from their point of view)
a less desirable program. If given a chance, they would flock to Sociology.
While the preceding prediction about Sociology and Economics is a pure
speculation, we ought always to recall what happened in the Arts College last
Fall, when cutting the 1anguage requirement in ha 1f produced a ten-fo 1d increase in registrations for elementary Italian.
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done in pursuit of some clearly stated educational goal- -a desire, for
ins t ance, to build a research capacity in Geology.

In pursuit of this

kin d of gain, however , t here is no reason to take positions away from departments where student demand is light.

If the reasons are compelling enough,

you may want to add positions to a lightly loaded department at the expense
of one where student demand is heavy.
Finally, you may simply want to

11

give the people what t hey want"--to

offer what the students are willing to ask for or to take.

The fifth reason

for shifting positions is , I think, both the poorest reason that can be given,
and also the first one which should always be given.

To put it somewhat more

clearly, student tastes should be met unless there is a strong, clear reason
why they should not.

The burden of proof should lie upon the person who wants

to teach what few people are willing to study.
These general remarks have to be made , preparatory to the suggestions I
shall make for departmental reallocations, because none of my recommendations
are likely to produce economies .

If th ey are right at all, they are right for

reasons other than our desire to save money.

I.

Human Development:
It is complete and utter folly to transfer positions to Human Development

unless and until some agreement is worked out be tween that School and the
College of Education on a joint policy which they are pursuing with respect
to UMO's production of B.S. teachers.

If, as we say , it is our policy to

shift the resources of the College of Education toward graduate work in their

-33field; and if (as is the case) allowing Human Development to grow implies
an increased demand on the College of Education for more places in the
certification courses at the undergraduate level; then increasing staff in
Human Development commits us to a larger total staff in the Education area.
And this makes no sense whatever.

The State of Maine and the University of

Maine system do not require additional capacity to train teachers.

II.

The Graduate School:
In "Looking Ahead , the Next Five Years at UM0, 11 Dean Eggert recommended

the review of twenty-three Mas ter s programs.
1

The reasons he gave for these

reviews are good ones, I think, and I shall not repeat them here.

Since a

major part of our mission within the University system is the pursuit of
graduate education, and since for the time being our possibilities for growth
are

limited~

I would make the following recommendations.

Let us review these

twenty-three programs by closing them with out prejudice to the departments.
If it seems to the department that it wishes to continue the same program,
it should resubmit it with (perhaps) a more thoro ugh investigation of the need.
At the same time, however, the departments may wish to rethink the allocation
of their own resources; and the Graduate Board may wish to advance others or
our stalled proposals for graduate programs rather than the ones we now have.
The position of the Graduate Dean is an anomaly in the UMO administrative
structure.

The position is charged wHh major responsibility for the mission

of the University, but does not have commensurate authority to carry those
responsibilities through.

Vice President Clark s recent move to include Dean
1

Eggert in the review of promotions is sound and long overdue.

As we begin to

-34develop processes for budgeted research, it is essential that the Dean have
an important say in how that money is handled as well.
These two recommendations should be followed, not because they will
produce economies, but because they have some hope of adding vitality to
the University s graduate programs without a substantial increase in cost.
1

III.

Agricultural Engineerj_Q.9_:
Over the years, the Agricultural Engineering Department has come to de-

pend more and more on the Experiment Station for its support, and to be
little involved in the teaching program of the College of Life Sciences
and Agriculture.

Professor Smith, who is himself a capable and energetic

man, has put together a group which has served the interests of Maine
agriculture very well with its designs for machinery and processes.

At the

same time, the University has got itself more committed to mechanical
engineers in LSA and Technology together than its total teaching and research
commitments seem to justify.
I recommend that a Department of Agricultural and Mechanical Engineering
be formed in the College of Technology, combining the two departments; that
this department assume the research and development functions for agriculture
which the Agricultural Engineering Department has carried; and that it be
charged with the early development of a program in forest engineering.

IV.

General Engineering;
For the past three years, the College of Technology has been plagued

with declining applications, large losses to internal transfer, and a considerable drop-out rate from the freshman year.

A good part of this difficulty
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reflects a national trend, it is true.

But it is also important that the

College make every attempt to recover its students--neither the College nor
the University nor the State will profit from a long period of low enrollments in Technology; and so long as enrollments are

low~

the College will

be a favorite fishing ground for Vice Presidents seeking positions to put
into more vital programs.
If there is one critical point in Technology's curriculum where its
problems come to a focus, it is the freshman year.
the attrition is taking place.

It is here that most of

One might suspect that the students who

leave the program after the freshman year have some influence on the nextyounger class which is discouraged from entering.

And it might even be that

some element of that freshman year is among the causes of the- attrition.

In

any case, the departments in Technology should be encouraged to experiment
with new approaches to the freshman curriculum.

The experiments should be

at least as numerous as the departments.
The General Engineering Department sits squarely across the common freshman year of the present curriculum.

Not only does it play a major part in

running the program, its entire reason for being, as
be the defense of that common freshman year.
functions:

~department,

seems to

The Department has three

it teaches Engineering Design; it runs the advising program; and

it administers the course in Elementary Computer Programming.

Each of these

functions is worthwhile; but there is no reason that I can- detect why they
should be carried out by a single department.

The advising program should

be the direct responsibility of the Dean's office; Engineering Design could
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service course to the rest of the College, much as Civil now handles surveying for itself and Forestry; and Computer Programming could be offered
as a service by Chemical Engineering, if not by Mathematics.
I do not know whether the three functions which General Engineering
now administers justify all of its staff or not; I also do not know whether
Engineering Design should have the place in the curriculum

of~

of Technology which it now occupies in the curricula of all.

department

I think these

are matters which the departments wi 11 have to vwrk out over a period of
time.

But it seems to me to be of the greatest importance to the College

and the University that the College disperse the functions of General
Engineering and begin a number of attempts to improve the attractiveness
of the freshman year.

V.

Biochemistry, Chemistry, and Chemical Engineering:
In Chapter II, in the discussion of the Agricultural Experiment Station,

I suggested that the Biochemistry Department had perhaps been shaped so much
by the needs of the Station that it had failed to develop strength in some of
the major parts of its field, and that our efforts in the Life Sciences are
somewhat one-legged as a result.

The Department of Chemical Engineering has

some sophisticated manpower, equipment, and plant, but is having a major
problem attracting students to its program.

The Chemistry Department 1 s

research and graduate programs have been doing a great deal of sputtering,
and its heavy student loads do not seem very well coordinated with its ambitions in the field of research.

Meanwhile, Oceanography, Plants and Soils,

-37Geology, Civil Engineering, Food Science , Animal and Veterinary Sciences ,
and goodness knows who all else find it advantageous to maintain chemists on
their staffs.
The three major departments in the field would profit, I think, from a
"Teco Lodge 11 conference, perhaps in company with the two Deans, Vice
Presidents Poulton and Clark, and Professor Dimond as coordinator of the
Biological Sciences program.

They should be asked to come up with a plan

for their joint development, much as the Bfological Sciences departments
did in 1969.
It is my conviction t hat t he University's total effort in the field of
Chemistry is a bit diffuse and old fashioned.
believe that it is too small, by any means.

On the other hand, I do not
Therefore, I recommend that no

further cuts be made in Chemical Engineering until these three departments
can meet and review for the University the directions which their joint
development should take.
guaranteeing at

lea~

I recommend also that the Vice Presidents consider

undiminished support to the departments as a group in

support of their plans, provided that the joint plan shows real promise for
strengthening the research and teaching program.

VI.

Journalism and Broadcasting:
Journalism and Broadcasting are small professional programs which have

developed in the Col l ege of Arts and Sciences.
a very peculiar status.

This position has given them

Ordinarily these sub j ects are offered within a

university by schools, and it is characteristic of these schools that their
staff teaches only the students in Journalism or Broadcasting.

In other words ,
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the school's staff handles the professional courses, and their students depend on other parts of the University for general education courses.

That

arrangement makes the Schools of Journalism or Broadcasting very tempting
tai·gets for the program cutter's axe--you can eliminate the program, the
staff, and the students altogether, pocket the savings, and go on to your
next project.
Here at Orono, however, the Journalism program is built into the College
of Arts and Sciences; and since last year when the Department's courses
began to meet one of the College's requirements, its student loads have
become very respectable.

And, like every other department in Arts, its

student load is not made up of an identifiable body of students--they are
just students who find that they would rather take Journalism than {say)
Economics to meet a social sciences requirement.
At this point, you have to look seriously at the following question:
Suppose we eliminated the Department of Journalism and let its three men go.
How would that be superior to cutting one position each in Philosophy, English,
and Music? The question should give one pause.

The Arts College particularly

is responsible for carrying forward the University's educational mission on
the broadest front possible.

When there are few research departments to con-

sider, and several undergraduate departments with teaching faculties of ten
or more, it is probably better to spread cuts over the larger departments and
keep the specialized program opportunity.

(I am sure that it was this line

of thought which kept a succession of Deans from eliminating the Philosophy
Department at some point in the thirties, forties, or fifties.)

In other

words, it is the typical problem of marginal benefit--if there is not too
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much difference in their salaries, the second man in the Philosophy Department
is more important than the fifteenth man in Mathematics.
On the other hand, these small departments are not a source of strength
as such--a two-man department can easily go twenty years without a new appoi ntment and ten years without a new idea; since they are justified economically
by teaching courses to non-specialists, the staff has little incentive to
keep up on the field; if they offer a major, it is hard to sustain the student
interest through the junior and senior years
staff has to teach.

9

si nce the students learn all the

And so on.

There are, in other words, ge nuine educational benefits to be found in
having a department of some minimum size.

At present , the Arts College has

three programs which are really below the smallest viable size.
Journalism, Broadcasting, and Modern Society.

They are

Modern Society is perhaps a

special case--it certainly ought not to be continued beyond the tenure of the
two teachers.

However, Journalism and Broadcasting are areas of some interest

as professions; they have a role to play on campus through their connection
with the student paper and radio station; and they are areas which have
generated a reasonable amount of literature and comment in the last few years.
It seems to me that they are closely enough related that the Department of
Journalism, and the Broadcast section of the Speech Department should be combined to form a Department of Media Studies.

The new department should

establish close working ties with the Audio-Visual Center--perhaps incorporating it--and develop a program which would go beyond reporting to include
some of the applied arts, such as advertising, commercial art, and film.
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VII.

Business and Agricultural and Resource Economics:
In their recent paper,

11

A Maine Manifest . " the Allagash Group put forward

three proposals which are of direct interest to the University of Maine at
Orono -~the

proposal for a land bank, for community development corporations ,

and for a "Maine Studies Program. 11

This is not t he place to review or

criticize those ideas ; but again and again I have the deadening feeling that
we live at a critical ti me in the history of Maine's economy, that Arthur
Johnson, Ed Myers, Robert Monks, Barringer, the /-\llagash Group, and others
have told us that this is a time of opportunity and of danger for the State,
and have challenged the University to help ; and that our reaction has been to
continue helping the industries we have always helped, to train students for
business careers as we have always trained t hem, and to view involvement with
Maine and its economic problems as a matter best left to Bowdoin.
Meeting the departments of Agricultural and Resource Economics ? and the
administration of the College of Business Administration, I was struck by
the thought that these units might be compli mentary to one another, and that
an alliance between them might accomplish two th i ngs:

first , it might allow

consolidation of the two unit's teaching functions ; and second, it might
give a broader focus to the research and service functions which are now
carried on in ARE.

On the

whole ~

the College of Business Administration has

exerted less influence on the Maine business community than one might have
hoped, while the ARE Department has made important contributions to the Maine
economy, but not so much in the fields which will be highly important to the
future--again , the needs of t he Station have apparently limited the scope of
the Department's ambitions.
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I recommend that the two units investigate the possibility of organizing
a 11 Center for the Study of the Maine Economy 11 using their own funds and
personnel at the outset, but organized to seek and receive funds from the
out side or from Part II appropriations within the University's budget.

The

new Center would be under the Vice President for Research and Public Service,
and administered by a board which would include representation from COBA and
ARE; it would absorb the
Environmental Center.

11

Balanced Growth Project" which is now in the dormant
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MAJOR BUDGET CUTS
Last Summer and Fall, the University found itself looking down the
barrel of a 10 percent budget cut.

This would certainly have occurred if

the State Income Tax had been lost in the November Referendum.

Fortunately,

this loss did not occur, and everybody now breathes a little easier.

Still,

we ought to face the question, "How should we handle a major budget cut if
it were necessary to make one?"
The first thing to notice is that in making a large budget cut it is
almost impossible to pay attention to the quality of the departments chosen
for the cut.

This is, once more, a matter of the way the University's parts

are interconnected.

In an earlier section (on page 37) I pointed out that

the subjects of Journalism and Broadcasting at other universities are usually
taught by separate "schools,

11

and that these schools bear a different relation

to the rest of their universities than the Orono departments bear to Orono.
The faculty members in a professional school teach almost nothing but the
specialized courses that go with their subject matter.
almost exclusively by students registered in the school.

The courses are taken
And the school de-

pends heavily on other portions of the University for parts of its students'
curriculum.
When these conditions are met (and the school has an unfavorable
income/expense ratio, which is almost always the case), the school becomes
an ideal target for the budget cutter's axe, for the simple reason that it
can be lopped off without any marked effect on the rest of the University.
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teachers of English, so you can trim back a little bit there as well.

But

there is really no way you could eliminate the English Department and trim
bad a little on Journalism, even if your School of Journalism was superb

and your English Department very poor.

Cutting back the English Department's

service function makes every department in the University poorer, while
cutting out the School of Journalism makes the University as a whole less
varied and interesting, but does not much effect the quality of the parts
which remain.
If we begin cutting out 11 schools, 11 quality may still not be the major
consideration in deciding what must be cut.

Carnegie-Mellon University, for

instance, has a superb School of Dramatic Arts and a rather ho-hum program
in Industrial Engineering.

But if the crunch came, I have no doubt in my

mind that the University would decide that Industrial Engineering was central
to its mission while Drama was not.

Similarly, if our College of Technology

were very poor (which I don't think it is), and our College of Education were
very good (which I don't believe anybody claims), still I find it hard to
believe that we could bring ourselves to eliminate Technology and retain
Education - -the argument would be that the uniqueness of Technology, its
historic place in the University's mission, the ready availability of other
schools of education even within the State, and the large capital investment
in Technology's facilities make it undesirable to close Technology down so
long as other alternatives are available.
The general principles of major budget cutting can be summarized shortly :
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A unit to be cut should cost more to run than it brings in
as income.

(Most of our Orono two-year programs, for instance,

are money-makers when carried as supplements to the four-year
program.)
(2)

The unit should not provide essential services to other units
which are to remain uncut.

(This implies that units providing

external public services must be considered early in the
decision to cut programs.)
(3)

If the unit is an academic unit, it should have a detectable
student body of its own which can be withdrawn along with the
faculty.

(4)

The service provided by the unit should be "i nessential" in
t f1e sense of being far from the Unive rsity's central mission,
or in the sense of bei ng readily available elsewhere.

(5)

The unit should be the poorest of those meeting the preceding
four tests.

If the University of Maine at Orono should have to undergo a major contraction, large enough to cut into the academic program, then I would recommend that we begin by el iminating the Colle ge of Education and the Child
Development program in Human Development together , not because the programs
are poor--they may well be the best in the State, or the solar system, for
all I know--but because their loss would be the least damaging to the remainder of the University and the State, of all the alternatives.

Other

Colleges, particularly Arts, would have to contract at the same t i me, but the
effects would be spread diffusely over them.

-~-

The Music Department would have to follow the College of Education even
though it is a group of very pleasing quality.

Its courses depend quite

heavily on the College of Education for their registration, and the professi0nal instruction in music which it offers is limited to a fairly narrow
group of students.
The College of Business Administration would have to go next, though
at that point we approach near enough to the State's long-run needs, that
one would almost be tempted to reduce all departments by some fraction
rather than to eliminate the College of Business Administration entirely.
It is also important to add, at this pointj that I would not recommend
the elimination of the School of Human Development or the College of Education solely for the purposes of internal reallocation at Orono.

It is my

belief that Super U should be investing more of its resources in environmental
studies, economic development, and high quality University education and
research; it should be putting less of its resources into the training of
teachers.

But the principles I stated earlier as applying to major cuts at

Orono apply to Super U as well; and their application to the Schools of
Education within Super U does not point to Orono programs as the first to go.
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CHAPTER V
COLLEGE REORGANIZ/\TIONS
From time to time the campus has waves of reorganization fever.

Then

people redraw the organization chart and propose major shifts of departments
according to some rational plan.

The latest scheme to attain major, serious

backing called for a College of Sciences as its central aim; it provided
also for a shifting of most other departments into new alignments.
The purpose of these

is usually to give a sense of direction

realignw~nts

and consensus to the departments ; and the argument is usually based on the
Arts College's inability to provide any shred of rationale for its curriculum
or to make substantial changes in the curriculum.*
President Libby wrote, in putting forward one reorganization plan, that
nobody beginning the University from scratch would ever propose the present
arrangement of departments.

~Jhile

that is true, of course, it overlooks the

fact that the present alignment was not only proposed but decided upon, one
step at a ti me, as the University grew.

And it came about as a response to

the opportunities which the University has experienced to be of service to
Maine and its people.

I have urged elsewhere that the College of Life Sci-

ences and Agriculture is held together more by the Experiment Station and
CES than by any other single factor.

I have not given much attention to the

role that CED-Summer Session played in the development of the College of

*However, the College of Technology i$ at least as conservative in
its curriculum as Arts and Sciences, and can hardly plead internal diverersity
as a reason.
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And finally, I have paid rather

little attention to the role particular men and women have played in building
up the present structure, though it explains a great deal.
Sweeping reorganizations ought to be undertaken only for the most pressing reasons--Portland-Gorham should always be before our mind's eye--not because that reorganization was poorly handled or undesirable, but because of
the immense amounts of effort that have been spent there on tasks which contribute little to the primary missions of the University.
It seems more important, in the long run, to get Arts and Sciences onto
a budgeting system compatible with LSA s and to get more of the Arts faculty
1

thinking about research and service than it is to set up a new college
structure.

The reason is that those moves by the Arts College will actually

do what the collegiate reorganization is supposed to do--namely to build
cooperation in research and teaching between departments now separated by
college lines.
There is a major gap between LSA and Technology on the way consulting
for private uses of information is handled--Technology has historically
treated this as a field for private enterprise; LSA has taken an approach
modeled on the government agency.

This difference in philosophy does more

to keep these colleges separate than do the lines on the organization chart.
Persistent work on the consulting policy is likely in the long run to bring
the colleges closer together.

Broader use of the Station money would help,

too.
The departmental and college structure we have now would never be chosen
by someone starting the University from scratch.

But, of course, none of us
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has the luxury of starting the University from scratch, and it is misleading
to look at the structure as if we did.

A University as large as Orono

represents a coalition of interests more than a consensus of aims, and change
within it will come faster and will make more sense when it arrives through
the building of new coalitions than through attempts to discover some sort of
overarching rationale for our efforts.

A liberal arts college like Bates or

Bowdoin can seek (and sometimes even achieve) an internal consensus on its
educational aims.

But UMO is now much too diverse for that.

The University should not be reorganized in the sense of making large
shifts of departments from one college to another.

Instead, our major organi-

zational aims should be:
(l)

Research and public service must become University-wide aims;
they cannot be confined to LSA.

(2)

Increased use of courses across college lines--in particular,
greater willingness of Technology to offer courses of interest
to other students, and a greater willingness of Arts to
include LSA courses in its curriculum.

(3)

Development of institutes and interdepartmental teaching and
research groups to help focus some of the University's efforts
on the broader problems of i·traine.
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CHAPTER VI
EVALUATIONS AND DIRECTIONS
In the last five years, the University of Maine at Orono has not only
grown rapidly, it has also made great strides in building a stronger faculty.
This is particularly true in the College of Arts and Sciences. where rapid
turn-over of the faculty and determined efforts by the Dean and Chairmen
have brought in a young faculty 1,11hi ch is, I think, ab le to match and overmatch the private, liberal arts colleges of Maine.
The rapid growth and improvement in Arts, however, is apt to give one a
false picture of where the University's strength lies.

The University of

Maine at Orono began its life as a College of Agriculture and the Mechanic
Arts; it has grown outward from that base.

Because Arts is large, vital,

and somewhat turbulent, we tend to forget that this is not an institution
like Harvard, where Harvard College represents the core of the University,
and where the professional schools and institutes have grown up as natural
extensions of the liberal arts and sciences.
One can see this more clearly if he looks at the source of the students
who are taught by the Arts College faculty.

Forty-seven percent of the

undergraduate student registrations in Arts last Spring came from outside
the College.

In Art, Economics, Mathematics, Music, and Physics, more than

55 percent of the students were from other colleges.
One should also consider a survey which Mrs. Judith Hakala, then Assistant
Dean in Arts and Sciences, did in 1968-69.

She polled the freshmen in Arts,

trying to discover the extent to which they had entered the College seeking
a liberal education.

The survey was not a model of statistical sophistication,
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but the patterns which Mrs. Hakol a noted are familiar to everyone who teaches
at UMO.

Virtually none of the students possessed, or admired, the wide-

ranging curiosity and love of knowledge which are the marks of good liberal
ed~cation.

More than half had some career aims which they were pursuing in

the Arts College (remember, these were not the students in the professional
curricula); another quarter didn't have any idea why they were in Arts--or
the University, for that matter.

Only about a quarter said they were in-

terested in a "liberal education," even when that term was left vague enough
to provide a tent for many Arabs.
Much as I would like to say that the University of Maine at Orono has
a great future as a center of liberal learning, I am afraid that I can't.
We must, I

feel~

continue to bet heavily on the life sciences and the

associated technologies--particularly, in Forestry and Natural Resource
Management--as the areas in which we can make a national contribution.

We

must continue to insist on a strong College of Technology, supported by sound
work in the basic sciences, even though that may be both expensive and rather
trying during times when the teaching loads in Technology decline.

And we

must make every attempt to provide leadership in the growth of the economy
of the State of Maine, even though our record in that area so far has been
spotty at best.

We must also, in undergraduate education, attempt to further

the social sciences where undergraduate interest centers.
If these are valid aims for the institution, and if we accept the consequences--namely, that the humanities and Education must hold a place further
down in the University's priorities--then it becomes important to locate
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Moreover, we should

notice the departments which are both important and strong, because it is
in these areas where we might consider an additional push to reach for
national prominence.
The ten departments which are most important to the future of UMO are
Biochemistry, Botany, Business-ARE-Economics, Chemical Engineering, Civil
Engineering, Forestry, Oceanography, Mathematics, Physics, and Zoology.
These are the areas in which we cannot afford to be second-rate.
Of these ten departments, Civil Engineering and Zoology deserve A's for
their staff, their energy, and the quality of their leadership.

Oceanography

and Physics are a cut belm·J--these are very expensive fields from the point
of view of the capital investment involved in doing research; and so far the
State of Maine has simply not collected the kind of resources that are
necessary in order to be competitive at a national level.
Botany, Forestry, and Mathematics are less even in the quality of their
staffs, but each has, I believe, the advantage of good leadership ; each will
improve if given adequate support.

The business group, I found disappointing;

the University seems to have a good deal of talent assembled in these three
units, but the Dean and the two Chairmen have not worked together very
effectively in the past.

The appointment of Professor Wing as Chairman of

ARE opens new possibilities for cooperative work among these units, and I
recommend that the Vice Presidents foster such cooperation as it develops,
perhaps at the expense of single-unit projects within this group.
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Both

these departments are important enough to the University's mission to demand
careful scrutiny and major work.
I have stopped short here because there is a practical limit to the
number of departments which can be given special attention by the Vice
Presidents.

As one can see by looking at the foregoing list, I do not

believe that there is a close connection between a department's quality and
its importance--there are poor quality departments among these I have mentioned
as important, and there are some very good departments outside this group of
ten.

I would rate Geology, Political Science, and Psychology among our best

departments, for example, though perhaps a little more removed from the center
of the institution's mission than the ten I mentioned earlier; Anthropology,
Music, and Philosophy are surely above the average Orono departments, though
very far from the center of the institution's main thrust.
I should also add that I was surprised and pleased by the Entomology
Department.

I had not known the Department existed, really, until this

year, so I had no preconceptions about it.

I had a sense, there, of

facing an unusually uniform array of talented and energetic people.

When

one recalls that Leo Boulanger also came out of this Department, it is hard
to escape the conclusion that Professor Simpson has been one of the University's shrewdest recruiters over the years.
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In looking at a university as large as UMO, it is important to see that
there are many purposes which its departments, schools, and bureaus pursue.
Whenever you find yourself asking, 11 Hhat is the purpose of the University? 11
you must draw up short, because you have begun to ask the wrong question.
In this paper, I have tried to isolate some of the purposes we should be working for at the level of the Orono administration--a modest national reputation
in the life sciences, based on solid contributions to scientific research;
contributions to the

developm~nt

of Maine through the work of our economists,

our engineers, our foresters, our workers in the applied sciences, CED and
CES; in our educational efforts here on campus, we should continue to develop
our social sciences--particularly Psychology and Political Science--and we
should look further at ways in which our graduates with subject-matter skills
can enter service professions, both in government and in private industry.
These are not the least expensive things the University might do.

They are,

however, among the most important, I feel, for this University at this time.

APPENDIX

-55FIGURE 2:

STUDENT CREDIT HOUR LOADS.

Each department of the University is represented by a point, showing the
number of student credit hours taught and the number of full-time equivalent
faculty assigned to teaching.

Any given value of the ratio, SCR/FTE, is

represented by a straight line beginning at the origin in the lower lefthand corner of the graph.

The average values of this ratio for LSA, A&S, Tech-

nology, and UMO have been drawn in on the graph.
A clock hand, pivoted at the origin and turning clockwise, would pass
through the departmental points in decreasing order of their SCR/FTE ratios,
with Sociology teachers the most heavily loaded and Chemical Engineering the
least.
The position of a department's point in relation to the lines on the graph
shows how the department stands in comparison to certain averages.

For instance,

Chemistry's loads are well above the average for the College of Technology, but
slightly below the average for UMO as a whole.

Speech, Political Science,

Philosophy, and English have SCR/FTE ratios which are almost identical, are
very close to the Arts College average, and are above the average for UMO as
a whole.

FIGURE 3:

NUMBER OF FACULTY, BY YEAR OF APPOINTMENT.

These graphs allow you to see a number of features of faculty populations.
In each case, the index year (1960 or 1970) appears at the right-hand side of
the graph, and the years preceding the index stretch away to the 1eft.

At

each year, a bar represents the number of persons who were appointed in that
year and were still on the faculty in the index year.

For instance, in 1960,

the Arts faculty had thirteen members who had been appointed the previous
year, ten members appointed the year before that, ten members who had three
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years of service at UMO, and so on.

Thirteen years before 1960 brings us to

the end of World War II, and so it seemed appropriate to take everyone who,
in 1960, had more than thirteen years of service, average the years of
service of all those individuals, and group all of them at that mean.

The

isolated bar at the left-hand side of the graph, then, gives an indication
of the number, and the average length of service of what we may call the "old
timers" in the faculty.
The most striking thing about these graphs is the tremendous peak in A&S
for the years 1967, 1968, and 1969.

This peak--the so-called 11 Class of 1 68 11 - -

poses a major problem to the University and the Arts College in terms of
promotion and retention problems.
A bit more subtle, but of some importance, is the way the mean-years-ofservice of the "old timers" in Technology and LSA has shortened up between
1960 and 1970.

What this indicates is that these Colleges are still carrying

a fair proportion of the people who were appointed right after the Second
World War.

In Arts, on the other hand, the "old timers" are distributed much

as they were in 1960.

FIGURE 4:

PERCENTAGE OF FACULTY, BY YEAR OF APPOINTMENT.

These charts present the same data as Figure 3, but recomputed to suppress
the difference in size between Arts and the other Colleges.

Technology is

used for comparison's sake, though LSA would have shown the same picture.
Here it is possible to see quite dramatically the relatively short mean and
median service in Arts, and the relatively great weight of the post-World War
II appointments in Technology.

-57Data for Figure 2 were provided by Professor Irwin Douglass, University
Planning Officer.

Data for Figures 3 and 4 were obtained from the University

Catalog.
I wish to thank Professor Claude Westfall for his careful redrawings of
my rough graphs.
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